An increasing number of pharmacists feel the need for an insight into organizational processes of the community pharmacy. Organizational studies have become increasingly important in the management of pharmacies. The studies cover a diversity of issues, for example, financial management, personnel management, organization structure, types of pharmacy managers etc. The pharmacist is becoming a 'pharmacy manager' who works on pharmaceutical as well as managerial tasks. Structuring and steering organizational processes is an important task to have a grip on the pharmacy as an organization. In the Netherlands, pharmacy organization is studied as part of a recently started Ph.D programme of pharmacy, organization and management (APOM). This programme, which began in November 1994, is in a joint cooperation of Stichting Verenigde Nederlandse Apotheken (Stichting VNA is a foundation which concentrates on the acquisition of pharmacies and their temporary operation, offering young pharmacists opportunities to start their own business and the promotion of the quality of the professional standards), Stichting Apothekers in Loondienst (SAL) Apotheken (SAL Apotheken is a foundation which concentrates on the appointment of pharmacists on the basis of wage-earning in order to uncouple the amount of medicines sold from the personal income of the pharmacist. In addition, SAL offers various kinds of services to pharmacists), and the Faculty of Management and Organization and the University Centre for Pharmacy (University of Groningen).
The APOM-project deals with the structuring and steering of pharmacy organization and takes four years.
Within the APOM-project, it is theoretically assumed that there is no 'one best way' to organize quality due to the different opinions on the interpretation of good quality. Pharmacy organization, for example, provides care as a part within the pharmaceutical business chain. The pharmacy manager selects objectives related to the care for the patient. In addition, pharmacy organization, as well as any other organization, needs a turnover in order to sustain its activity. Pharmacy manager selects objectives related to the economic sustainability of the pharmacy organization.
The selection of the set of objectives will lead to a certain steering mix, the total sum of steering measures that structures the organization.
In the APOM-project three theoretical pharmacy mixes related to the care orientation and to the economic orientation are defined: the product mix, the process mix, and the customer mix. The product mix deals with the specific standards the medicine should meet, the minimization of risks, and the minimization of error occurrence.
The pharmacy manager designs pharmacy organization with an emphasis on product and check. Pharmacy organization is structured in order to attain the highest product quality and product safety. The main objective of pharmacy organization in the product mix is to maximize safety and quality with the least risk. The process mix deal; with the way in which the dispensing of the prescription is organized, and the extent to which it is organized It is expected that the final results of the APOMprofitably and efficiently. The pharmacy manager project provide an insight into the managerial prodesigns pharmacy organization with an emphasis on cesses of pharmacy organization, and, in addition, money. Pharmacy organization is structured in order insight into the structuring and steering of these to attain the highest productivity. The main objective managerial processes of pharmacy organization. of pharmacy organization in the process mix is to Ultimately, if the expectations of the APOM-project maximize productivity at the lowest cost. The cus-are fulfilled, the pharmacy manager should be able to tamer mix deals with the way in which the wishes of improve the manageability of the pharmacy organizathe customers are met. The pharmacy manager tion. designs pharmacy organization with an emphasis on the customer. Pharmacy organization is structured in order to attain the highest service quality. The main Acknowledgements objective of pharmacy organization in the customer In the Netherlands, we would like to thank drs Marius mix is to maximize the customer's satisfaction.
Bous of Stichting Verenigde Nederlandse Apotheken The APOM-project, with respect to the three phar-(VNA), and drs A. (Ton) J. Kelder of Stichting macy mixes, can be divided in a 'static' block and a Apothekers in Loondienst (SAL) Apotheken for their 'dynamic' block.
support. In addition, in Sweden, we would like to Within the three pharmacy mixes of the APOMthank Prof. J. Lars C. Nilsson at the Farmaceutiska project whether the pharmacy mixes exist empiricalSektorn of Apoteksbolaget AB for his support. ly, and whether the 'thinking' of pharmacy managers corresponds to 'acting' will be studied . This 'static' block of the APOM-study, in the form of a survey, will be carried out at 200-300 community pharmacies in the Netherlands. The central question to be answered in the static block is: does the 'thinking' of pharmacy managers correspond to 'acting'? The question of whether the pharmacy manager who thinks that he is acting, for example, in the customer mix, actually stresses the package of subjects related to the customer mix will be studied. The pharmacy manager in this particular example, should stress customer satisfaction, and not, for example, only maximum profit. It is expected that the pharmacy mixes exist empirically. In addition, it is expected that some of the studied pharmacies will be internally inconsistent; for example, the pharmacy manager in the customer mix will act as if he/she is in another mix. It is assumed that internal consistency of pharmacy organization will be related to improved manageability of pharmacy organization.
In other words, it is assumed that improved correspondence of 'thinking and acting' will lead to improved manageability of pharmacy organization.
Finally, within the health care system, services have become increasingly patient-oriented over the last years. The patient is treated as a customer, rather than as a patient. Starting from this very position in general, and at pharmacies in particular, what happens if a pharmacy organization will 'travel' to the customer mix will be studied. This 'dynamic'block of the APOM-study will be carried out at a selected group of about 10 of the community pharmacies which participate within the static block, in the form of a case,study and a quasi-experiment.
The central question to be answered in the dynamic block is: how will this organizational change affect pharmacy organization?
If pharmacy organization is internally consistent in its position, pharmacy organization will be changed in accordance with the customer mix. For example, the pharmacy manager in the process mix acts as if he/she is in the process mix, and will change pharmacy organization to the customer mix. Assuming a correspondence of 'thinking and acting', the type of organizational problems the pharmacy manager has to manage will be analyzed, in order to 'travel' from the process mix or the product mix to the customer mix.
